2 realizes that another conversation with Chris is essential. This discussion comes at a critical time, as Sunset is launching a "training in action" program and Damien expects a great deal of press on current efforts to hire and train disabled workers. Chris promises that, while he is frustrated by the changes at Sunset, he will support Damien and "do his job."
Once again, however, Chris misrepresents Damien's position to the front desk staff.
When Damien discovers that Chris has continued to undermine his change initiatives, he calls Shelly Peters in the hope that she can help. Shelly apologizes for not anticipating the extent of Chris' resentment, and tells Damien that she will support whatever action he feels is most appropriate. Damien considers his options and prepares to develop an action plan.
TEACHING OBJECTIVES
The primary teaching objectives are:
1. To illustrate principles of organizational behavior, communication, and human resources management through case examples.
2. To provide a realistic organizational context for decision-making regarding the appropriate application of theory (from organizational behavior, communication, and human resources management) to workplace dilemmas.
3. To practice the skills related to handling human relations challenges.
4. To increase awareness of the complexity of behavior in organizations.
5. To increase awareness of the variety of options available in addressing human resources issues and of the probable consequences associated with various decisions.
TOPICS ADDRESSED
The Sunset Case provides opportunities to discuss a range of topics, including: 
(a) Chris Edwards
We know quite a lot about Chris. Adjectives used to describe him include: "a hard worker with a somewhat conservative, pessimistic outlook," "negative and critical," "efficient and knowledgeable on the job," and "intolerant" with "uncompromising standards of quality." Stories about Chris are recounted to illustrate his character:
1. He sent a member of the front desk staff home for chewing gum.
2. He reprimanded a new employee in front of her peers for failing to keep paperwork in order.
3. He would not let Maggie Knowles, a front desk employee, have a day off to take her children to the circus. 4 Chris also resists change. For example, Shelly discovered that he had no intention of implementing the new reservation software that had been ordered. There are also underlying issues regarding Chris' attitudes toward diversity. It is most explicit in a conversation when Chris complains bitterly about working with a disabled employee. This conversation also suggests that Chris feels insecure because, while he has a great deal of industry experience, he recognizes that education is becoming increasingly valued.
The above characteristics and behaviors made it impossible for Chris to achieve his initial goal, which was to be promoted to general manager. He was not a good fit relative to the leadership competencies Sunset needed, such as creativity, flexibility, and a participative style.
Unfortunately, he subsequently focused his energy on the goal of discrediting Damien Cheneau.
(b) Damien Cheneau
At his former job, Damien "thrived on meeting challenges and putting a personal mark on projects." He looked forward to the problem solving and strategic planning involved as Sunset's General Manager.
Damien has a participative management style, as he chooses to meet his department managers by talking with them "on their own turf" to better understand their needs and concerns.
He confronts personnel issues in a straightforward and objective manner. The best example is when he calls in Chris in the first encounter and tries to establish a relationship with him.
Damien also demonstrates an objective and fact-based approach to problem solving and strategic planning. We are told that he reaches conclusions about Sunset's problems and 5 establishes a course of action after thoroughly analyzing the facts. He engages in a systematic and long-term planning process for continuous improvement.
Damien has multiple goals. Regarding his vision for Sunset, it appears that he is moving forward through initiatives, such as hiring Maria Cortez and creating opportunities to gain visibility for Sunset's progressive employment policies.
Regarding human resource issues, Damien's style enables him to build strong relationships with his colleagues and staff. However, he has not been successful in convincing Chris to join Sunset's change process or in developing a healthy relationship with him.
(c) Shelly Peters
Shelly shares Damien's vision for Sunset. She is described as being known for her "enthusiasm and creativity." Shelly appears perceptive and fair-minded. While we aren't told a lot about Shelly, we do see that she readily empathizes with Damien when he tells her about the problems he is having with Chris. Although she is willing to confront important human relations concerns and deal with performance problems, we get the impression that she has to put a great deal of energy into the more difficult task of confronting these contentious personnel issues. We can imagine that her strength would be in generating creative ideas and working as a mentor and coach in developing Sunset employees.
Shelly's goal is to see that Sunset does well in an increasingly competitive marketplace.
She wants to know that the right people are in decision-making positions and that they will accomplish key organizational priorities while still maintaining strong interpersonal relationships and a healthy corporate culture.
(d) Maria Cortez
Maria appears interpersonally sensitive, as she was "quick to realize that there was a great deal of tension between Damien and Chris." She also demonstrated a direct and no nonsense style when she immediately confronted rumors related to Chris and Damien. Maria clarified the situation by approaching both Chris and Damien, describing the stories that she had heard, and asking for their response.
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Maria is also task-oriented, having been hired to initiate specific training initiatives. We get the feeling that she will be good at her job and will ultimately reach the goals she sets for herself. Maria appears to focus on the important issues and, rather than allowing interpersonal conflicts to distract her, she seeks information that will enable her to resolve them and "get on with it."
(e) Maggie Knowles
A young mother and front desk employee, Maggie demonstrated spunk by standing up to Chris when he refused to let her have a day off to take her children to the circus. While she may have been immature and/or unwise, she demonstrated the courage of her convictions by not passively accepting Chris' refusal to allow her to take off a day for a family event.
While Maggie experienced undesirable consequences for her behavior, she did get her point across and accomplish her goal which was, presumably, to not let Chris get away with his unreasonable policies. Everyone remembered the fact that Maggie had stood up to Chris; her "gutsy" response became part of Sunset's oral history. This is an important question because if an employee has a serious performance problem that training will not reduce or eliminate, then all parties (the employee, his or her coworkers, and the organization) suffer. Consequently, your goal is to hire individuals who have the prerequisite attitudes and personal characteristics that will enable them to reach high performance through training.
A variety of communication breakdowns have occurred at
The following criteria are among the most important for distinguishing between problems that can be resolved through training and those that cannot. If you can answer "yes" to each of the questions below, it is likely that training will have a positive impact on performance. 
(b) Shelly is Vice President of Human Resources yet, when she confronts Chris about the reservation software, she is unsuccessful in convincing him to use it. Behavior
Shelly sees the problem, and takes a soft, "Learning new programs is great fun!" approach to persuading Chris. 
Behavior
Chris responds by placing blame for past problems on Maria, saying, "Leave it to a woman to get emotional and blow things out of proportion." 9 Criteria 1. Attitude-Chris has a strong personal bias and an unhealthy attitude toward issues of diversity.
2. Potential-Chris has the mental and physical potential to do a good job.
3. Values-Chris does not appear to value honesty and a straightforward approach to problem solving. He deliberately is duplicitous on numerous occasions. 2. Potential-Shelly has the mental and physical potential to do a good job.
3. Values-Shelly shares the values that have been set for a successful future at Sunset.
Note: Participants might also discuss how attitudes, specific physical or mental potential, and values (as well as other criteria identified) are best assessed for selection purposes. The legal aspects of these issues are also relevant. Interview questions, standardized assessment instruments, or specific experiences might all be used to make wise selection decisions.
What role does the grapevine (informal communication networks) play at Sunset? Do you see the grapevine as a positive or as a negative organizational influence? How effectively is the formal communication network operating? What could Damien have done to prevent inaccurate information from moving so freely throughout the Andover City

Sunset? How is the accuracy of information affected by serial communication?
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The grapevine can serve either to reinforce an organization's culture and strengthen messages from "the top," or it can be used, as we have seen in the situation at Sunset, to spread inaccurate and harmful information. The grapevine is an important communication vehicle at Sunset, and Chris uses it to reinforce the messages that he wants employees to hear. Examples are provided that illustrate the occasions in which Chris uses the informal network to discredit Damien and to suggest that his requests are not in employees' best interests.
As was made vivid through several examples, a weak individual link in the information chain (in this case, the formal network) can have a profound effect on the organization. Damien is depending on his managers to communicate important plans and goals to employees. We see 
Consider the issues that emerged and how each affects job performance: (a) workforce
diversity (mentally or physically challenged, gender, age, ethnicity), (b) technology, and (c) equity. Notice Chris' attitude toward hiring physically challenged workers for the front desk and his lack of sensitivity to issues of diversity. His bias and negative attitude make it nearly impossible to develop healthy working relationships or to increase productivity.
(b) Technology
There are several key issues with regard to technology and the hospitality workplace. One of the most obvious is the extent to which technology effectively can replace face-to-face interaction. The impact of technology on human relations in organizations is just beginning to be understood. A second issue, which emerged at Sunset, is the frequent unwillingness of older employees to learn new systems and procedures. Chris' motto, "If it ain't broke, don't fix it," sums up an attitude that has prevented many organizations from moving smoothly into the future.
(c) Equity
Perceptions regarding fairness often account for the most pressing human relations and performance problems in organizations. Employees who might otherwise feel good about their situation suddenly become dissatisfied when they believe that they are not being treated equitably. Chris did not feel he was treated fairly; he felt he deserved the position of general manager and, as a result, he became disruptive and dysfunctional.
What were some of the cultural myths at Sunset? How did they develop?
Cultural myths are stories that represent an organization's values or convey "how things are done" in that environment. For instance, employees at Sunset expected to be given priority when positions became available, as Sunset had a reputation for promoting from within. Most employees knew, for instance, that Bob Zilliox had been made general manager over a better educated (and perhaps better qualified) candidate who had an MBA but did not have a history with the company.
When Maggie stood up to Chris by dressing up and bringing her children in to work, this behavior made a vivid impression on all employees. While it highlighted Chris' rigid and 12 unreasonable behavior and the consequences of not following his policies, it also served as an inspiration and an example of how Sunset employees do not sit still and allow themselves to be treated unfairly. Damien must first clarify his options and then evaluate each according to a set of criteria.
